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CONFIDENTIAL 

DEPARTMENT  OF  THE  ARMY  HQDA  Ur  525-74-2 

OFFICE  OF  THE  ADJUTANT  QENCRAL 
WASHINGTON.  D.C.  20)10 


DAAC-PAP-A  (M)  (29  Jan  74)  DAMO-ODU 


14  February  1974 


Expires  14  February  1975 


SUBJECT:  Operational  Report-  Lessons  Learned  of  Hq,  USA  Vletnam/Milltary 
Assistance  Conmand,  Vietnam  Support  Command,  Period  Ending 
31  October  1972  B 


SEE  DISTRIBUTION 


1-  The  attached  report  is  forwarded  for  review  and  evaluation  In 
accordance  with  para  4b,  AR  525-15. 

2.  The  Information  contained  In  this  report  Is  provided  to  Insure 
that  lessons  leatned  during  current  operations  are  used  to  the  benefit 
of  future  operations  and  may  be  adapted  for  use  In  developing  training 
material,  as  appropriate.  This  report  should  not  be  Interpreted  as 
the  official  view  of  the  Department  of  the  Army,  or  of  any  agency  of 
the  Department  of  the  Amy. 

3.  Information  of  actions  Initiated  as  a  result  of  your  evaluation 
should  be  forwarded  to  the  HQ  DA  (DAMO-ODU)  Washington,  D.C.,  within 
90  days  of  receipt  of  this  letter. 
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SUBJECT:  Operational  Report  -  Lessons  Learned  of  Hcadquarlo rs. 

United  States  Army  Victnam/Mililary  Assistance  Command 
Vietnam  Support  Command,  Period  Ending  31  October  1972 
RCS  CSFOR-65  (R3) 


THRU:  Commander-in-Chief 

United  States  Army,  Pacific 
ATTN:  GPOP-FD 
APO  96558 


TO:  Assistant  Chief  of  Stafi  for  Force  Development 

Department  of  the  Army 
Washington,  DC  20310  • 
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A  V  111)0-0  2  1  NOV  197? 

SUH.1KCT:  Operational  Report  -  Lessons  Learned  of  Headquarters,  United 
Stales  Army  Victnain/Mililary  Assistance  Command,  Vietnam 
.Support  Command,  Period  Ending  31  October  1972,  RCS  CSl-'OR  •  65(R -3) 


•MAXICU/Jj  £-.C'driii.if  Iiliujv-iAIIOil* 

•Unauthorized  Disclosure  Subject  to  Criminal 
Sanctions" 

2 .  ( C )  LESS  QMS  LEAR  NED  -  COMMANDERS  OBSERVATIONS,  EVALUATIONS, 

A  ND  R  ECO. VI  M  EN DAT  IONS. 

a.  Per;;riiiii(  j. 

(1)  In-Country  RAR  Center. 

(a)  Obi;  or  vat  ion/  Evaluation.  Because  of  its  rather  isolated  location, 
access  to  the  Vung  Tan  RfcR  Center  is  a  continuing  problem  which  is  aggra¬ 
vated  by  (1)  the  lessened  security  of  'jurf.icc  inodes  of  travel  resulting  from 
the  offensive  which  began  in  the  Spring  and  (2)  the  continuing  shortage  of  air 
transportation  as  the  impact  of  turning  over  inlra -theater  air  transportation  to 
VNAF  is  felt. 

(1>)  Command  Action.  At  the  most  recently  conducted  C 1 1  Quarterly 
Conference,  pa  rl  icipa  ills  were  made  aware  of  the  7lh  Air  Force  publication 
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A  V)  11)0-0  "  l  f<OV  I'.)/,? 

SI/IU  liT'T :  Ojii-i  .U  in.i.il  Hi -purl  -  I  .<  :  n.ns  J,eaiii-d  iif  I  lisdqua  l‘(e  r.:,  United 
.States  Army  V  i  «'l  naui  /  Mi )  ilary  A :  s  i  m  |;>  iht  Com  i  i  i.i  ntl,  Vietnam 
Support  Cuinni'i  1 1  v- 1 ,  lVnoiJ  i'lidin;-  'I  Ortolirr  l‘J72,  KC,1'  CSKOR  -  (>  !>(H  -  3 ) 


of  the  Southeast  Asia  airlift  sclu  Ju 

le  which  i 

.  distributed  throughout  the 

command  on  a  monthly 

basis.  'Jlii 

s  pub)  it  a  1 1 

a  a  shows  lion: tables  for  all  in¬ 

country  scheduled  air  ( 

ran:  porta  1  ii 

■  a.  It  is  a 

i'. ;  h.iabje  r.  li.  reiico  i  ii  a  l  ra ilgillg 

air  transportation  for  i 

.:  -  eon  ni  r  y  1 

i  U  parlii 

i;..  iit.-i,  and  il  ran  lu-lp  offset 

the  shortage  of  d<  dicat  i 

d  i  n-cnuiit  i 

y  Kill  an 

I-.il. 

(2)  Joint  Customs 

(i  ruuji. 

(a)  Oh.' e r v.-.  1  ion. 

J  in-  ll/.ala 

a  ;  l  on  o'  1 1, 

.ii  if*  resulted  in  the  loss  of 

experienced  pc?  rsnmul  to  (rain  lc.i~.il  military  police  personnel,  who  had  ac¬ 
quired  the  JCCi'ii  former  mission,  in  custom:'  law  enfoi  cement. 

(h)  Evaluation.  Sufficient  time-  was  available  prior  to  deactivation  of 
JCG  to  request  assistant c  from  US  Customs  officials  in  training  local  military 
police  who  had  bee  lashed  to  perform  the  JCG  mission  on  a  decentralized 
basis. 

(c)  Re«  oim  'i  ■fil.itifii.  Tie! l  the  decision  to  deactivate  rpcciali/.cd  units 
continue  to  bo  made  sufficiently  early  to  permit  training  of  personnel  v/ho 
will  assume  (he  mission  of  the  spec  ia  li/.od  unit. 

(3)  Joint  U a  i  .  el  I  c  s  i  nve t iga i  i <  ii  Oetacl'mieni. 

(a)  Ohs  i  l-ea  i  i  <.  a  'file  pei  <- at";  <  of  1)£  forces  personnel  apprehended 
for  heroin  relate-:  ..if  a  • . .  <i,  <  ■  . , 1 1 > :  t  _ae nl  to  the  deactivation  of  .1  NJD, 

(b)  Eva  lu  •!  i .  •  1 1  I  ids  ues/easc  m  apjii  elie  i.sions  is  indicative  of  the  loss  of 

a  concerted  eftoi  t  ai  m:  toiii  suppression,  rather  than  a  decrease  in  the  rate 

of  use  by  US  fr.ires  personnel. 

(c)  Recomi’ii.  li.latimi.  That  ilu-  complete  rleaclivalion  of  specialised  drug 
investigative  uiiit  •  l>e  drived  until  mi.U  v/itl. dr. iwal  of  US  jiersonncl  is  sub¬ 
stantially  clilll(i)  e  I  _d . 

( 4 )  Co  nf  i  ne  me  i  :l . 

(a )  OIim-  i  •.  a  i  i  . i  !i<  iniii.ilii.il  . .  i  i,  in  i  i  le  and  \v«  Hare  pro/;  rains  for 
prisoners  signil:  .  ■  . ,  l  J  y  I . ,  ,p  III  V  i:..  _  i ;  i  •  ■ .  1 1 ,  * ,  ■  1  attitudes,  I  not  i  v.i  li  on,  and  behavior. 
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A  Vi  mo -o  24  N0V1'J72 

SURJECT:  Operational  Report  Lotions  I. earned  of  Headquarter:),  United 
States  Army  V  iotnam  /  Mi  1  it-i  ry  A  ns  iota  nee  (Command,  Vietnam 
Support  Command,  Period  Kudin;;  11  October  1972,  KCS  CSFOll -6b(R -3) 

(I*)  Bv.  ilualion.  Utilization  of  inul.ill.it  ion  rcsom  coH,  and  the  establish¬ 
ment  of  prisoner  coopc ration  and  participation  as  pools  of  the  correctional 
treatment  program  results  in  a  marc  efficient  and  secure  stockade,  operation. 

(c)  R  ec  omme ndnt  ion.  None. 

(5)  Formation  of  the  Vietnam  Field  Office!  USACIDC. 

(a)  Observation.  The  creation  of  the  VIO,  USACIDC  increased  the  need 
for  close  coordination  and  liaison  between  the  Prov  At  Marshal,  U.SARV  and 
the  Commander,  VFO.  To  assist  in  the  provision  of  this  close  coordination, 
the  offices  cf  the  Commander,  VFO,  and  the  Provost  Marshal,  USAltV  have 
been  co-located. 

(b)  Evaluation.  The  cooperation  and  liaison  between  the  Office  of  the 
Provost  Marshal  and  VFO  has  continued  throughout  the  formative,  transitive 
and  current  periods. 

(c)  Recommendation.  That  the  offices  of  the  Provost  Marshal  and  the 
USACIDC  element  bo  co-located  at  the  Army  command  level. 

b.  Intelligence.  None. 


c .  Ope  rations . 

(1)  Contract  Support  -  Facilities  Eng  i  rice  >  i  ng  (FK). 

(a)  Observation.  When  US  Army  troop  strength  was  about  250,000,  it 
cost  approx imn  tcly  $22  per  month  to  provide  EE  support  for  one  soldier. 
When  the  strength  dropped  below  50,  000,  it  cost  about  $68  per  month  to  pro¬ 
vide  the  same  or  lesser  support. 

(b)  Evaluation.  Costs  of  FE  contracts  arc  determined  by  the  base  data 
or  quantities  of  real  property  facilities  to  be  maintained  and  supported  v -th 
utilities. 

■'(c)  Recommendation.  Cost  reduction  ran  bo  effected  if  forces  are  con¬ 
solidated.  major  installations  l  n  n:i  fe  r  r  ed  or  closed  down,  and  the  level  of 
FE  services  redm  ed, 
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a vn do  o  ^4  NOV 

SUBJECT:  Operation  \  I  Report  Denson:.  i  .-aiind  « >  I  1 1  <  •  :i  d  cj  vi  - 1  rlorw,  United 
Slate:;  Army  V  i  e  (  n.  1 1  u  /  Mi  1  1 1 ..  v )  A  si I  Column  lid,  Vietnam 

Support  ('niiun  *  n  l,  lv-riod  ai  (ulnl'or  197?.,  KCS  CSFOU  ■  6?>(ll -3) 

(d )  Command  />  <  i  mu,  The  above  in  mi  nm- eda  I  h  >n  1ms  been  implemented 
io  Iho  maximum  extent  possible.  Coni  r:  -i  lm'  n i.i uni  ii-;  has  also  boon  reduced 
as  troop  levels  have  fallen,  and  overhead  has  in  on  further  cut  by  reducing 
the  number  of  i  online  is  from  live  to  on,:. 

(?•)  Co  nt  rile  to  r  IVrfurnv.ivi'  ]  n:,ru  t  i  ion. 

(a)  Observation.  The  current  Facilities  li :  i- •  i  ne,‘  i  ing  Contract  (effective 
1  October  197?)  m  a  coal -plus  -  fixed  -  fee  type  <  on!<,>c(.  This  method  of  pay¬ 
ment  eliminates  the  requirement  for  the  Technic  al  Inspection  Team  which 
evaluated  tile  contractor's  performance,  under  an  incentive  payment  clause  in 
the  previous  contract.  The 'technical  Inc  pc  c  li  an  Branch  was  eliminated  in  a 
group  reorganization  during  Increment  XII  in  May  and  June  197?.. 

(b)  Evaluation,  Reports  from  Region  and  Area  engineers  indicated  the 
contractor’s  performance  war  lagging  in  svork  coordination  and  customer 
satisfaction.  Many  complaints  indicated  work  was  just  not  getting  done.  Based 
on  these  reports,  ronm  sort  of  in-depth  che-k  on  contractor  performance  was 
needed.  This  check  must  include  review  of  the  installation's  work  coordinal  - 
ing  methods,  its  manning  level-,  the  cape.'  ility  of  ils  work  force,  and  supply 
and  material  availability,  as  well  as  the  relationship  among  all  these  factors. 

A  n  objective  doe  i s ion  on  cont  rar  l.-i  pe r I or n .a  m  e  i  an  be  reached  with,  this  ir> 
forma  tion. 

-  (c)  Recoin. a..  ..  i.-tio.i  A  Fr.<  ilitir..,  Kii;.in..i  ring  Inspection  Team  should 
be  established  ii.d  ,  lh  t.v  imic  •  !  in-  •  el  ions  or  staff  assistance 

visits  tc>  the  c  nr.'.,  to  's  op.  lulion  at  each  1  U:,  i  a  Hat  ion. 

<d)  CnnaiiM ini  A. -.ion.  A  Facilities  Engineer  Assistance  Team  (FEAT) 
was  established  \  .1  Ti  plcmbe  r  197?  to  perform  regional  inspections.  The 
team  consists  of  ft  •  ■  ■  to  nine  individual::  versed  in  all  fields  of  FE,  as  well 
as  safety,  'i  he  team's  schedule  allows  all  fac  ilities  to  be  visited  once  each 
qua  r le r . 

(3)  Conti  nl  o!  :!i  ••  Con  ;tiu  ti.ui  1  iui  ing  the  Drawdown  Period, 

(a)  Oliin-i  v,i  1  mu  Pur  ir>g  t  i , .  -  diawdown  period  fewer  facilities  .ire  required 
for  residual  lories.  I  in-re  1:,  a  pos  t.ihility  of  using  funds  for  Ulinecebsary  new 
Const rucl  ion 
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AVIIDO-O  2-1  UOV  197^ 

SUBJECT:  Operational  Report  -  i.uHSonn  Lefl  rnud  of  Headquarters,  United 
Slater.  Army  Viet  nam/Mi  lil-t  r  y  A  p  nist.iitcc  Command,  Vietnam 
Support  Command,  Period  Ending  31  October  197?.,  RCS  CSFOR-65(R -3) 

(b)  Evaluation.  In  order  to  preclude  unnecessary  expenditure,  of  funds 

during  drawdown,  lighter  controls  are  required  to  ensure  approval  of  only 
mission  essential  new  construction.  Customers  formerly  submitted  job  order  ' 

requests  through  Engineer  channels  to  the  FRI3  at  HQ  USARV/MACV  SUPCOM 
without  evaluation  at  intermediate  HQ. 

(c)  Recommendation,  Projects  should  be  reviewed  at  the  RAC/ASE  to 
determine  project  mission  essentiality.  RACc/ASEs  should  establish 
priorities  and  should  recommend  approval  of  only  those  projects  deemed 
absolutely  necessary  for  mission  accomplishment.  These  projects  would 
then  be  forwarded  through  the  FRB  to  the  CDR,  USARV/MACV  SUPCOM  for 
approval. 

(d)  Command  Action.  The  above  recommendations  have  been  imple¬ 
mented. 

d.  Organ i  z.  a '  ion, 

( 1 )  Operational  Control  in  Engineer  Regions. 

(a)  Initially  in  Vietnam,  Engineer  activities  were  separated  into  two 
functional  categories,  troop  effort  controlled  by  the  Engineer  Group  through 
the  Engineer  battalions  and  Facilities  Engineering  controlled  by  districts. 

In  effect  there  were  two  chains  of  command  from  Engineer  HQ,  USARV  to 
the  operating  elements  in  the  same  geographic  areas. 

(b)  Evaluation.  Diminishing  troop  assets  required  the  phase  out  of  the 
Engineer  Groups  and  reorganization  of  the  command.  The  Engineer  Region 
concept  was  formulated  whereby  a  Region  Engineer  would  command  all 
residual  Engineer  iroop  units  and  control  all  Facilities  Engineering  efforts 
(acting  as  the  Contracting  Officer's  representative  (COR)  in  a  given  region. 

This  combining  of  Engineer  functions  provided  a  single  foca!  point  for  alt 
engineer  activities  in  the  regions  and  has  proven  to  he  most  effective  in 
maximizing  engineer  support  in  a  period  of  I*miled  resources. 

(c)  Recommendation.  This  new  concept  of  merging  the  troop  effort  and 
FE  under  a  Region  Engineer  should  undergo  evaluation  by  CDC  to  determine 
the  Ping  term  effectiveness  of  this  organization. 
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Avnoo-o 

84  NOVW72 

SLML.T  M  .  I  i  I|XT.‘1 K «  I  It ■  r  i  ■  I  ,t-n  :uifis  la  a  rued  of  nondquartitru,  United 

Nl.ilt  -  A  i  : ' « y  \  i ,  ( ;i  .  ii  i  /  Mi  I  i  i  i  v  y  A  :  i  ;■  i.iih'i-  (ionium  nd ,  Vi  H  tin  n> 

‘  '  i  d.  I‘.  imd  I'nling  ;i  October  1 ')?/.,  RCS  C.S KOlt -6j»(R  -  3) 

(d)  (jimm  i  ml  Ai  l  mu,  U N  A U  KNl  |R( I  *  will  continue  to  operate  under  this 
(  cnl  ra)  i  c  tl  nu.tfj.i 

(2)  K'- t ) . .  i  \  i  \  .*  t.i.l  i  m*  *1  *  i  \  *,  •  i  ■  ,n. 

^  'i  lu‘  )»>■  • " 1  1 1  y  mi:  sion  of  the  Perl  Security  and  Waterways 

detail  w.s cXplosi-c  bii,<H,n:\  dety  .  A  M.iff  advisor  to  the  DOG  for  port 
Security  i »»:  pi  -v  1  im.:.  v  « *.  a  .aniii:l.u  y  ilir.simi.  As  such,  the  PS  f:\VD  was 
operationally  coni  ruled  hy  US  ARY,  ODCSOPS. 

(b)  J'as.  loajji  >n.  Die  explosive  loading  d.  tncluvicnts  would  have  operated 
more  efficiently  in  their  primary  mission  if  there  had  been  a  closer  cry  a  nix.  a  - 
tional  relationship  with  USAl'V  DCSI.OCi,  'this  would  have  benefited  the  smaller 
KLH  units  and  in, proved  operations  in  the  ports  themselves. 

(c)  ii<; ‘Ja.  >l  *“•  Security  and  Waterways  Detail  should 

be  operationally  coni  rolled  by  the  DCSLOCi  due  to  its  primary  explosive 
handling  mission.  The  staff  advisor  would  he  given  free  latitude  to  coordi¬ 
nate  with  the  DCSOPS  on  mattes  of  port  security. 

C.  T  Hi  i  nin;;.  None. 

f  .  1  .(II1  ;'.t|CS. 

Jjilllj.il.!''.  ‘ i1."'.  Jj  i.  ii.-i"  e  c  vi  in  i  i  o'  Systems  to  Accommodate 
Drastic  Chances.  ~  ™  " 


jOliacrvnlHMi.  Supply  operations  at  the  direct  support  unit  (DSU) 
level  wet  e  hampered  in  their  elim  is  to  keep  pare  with  the  rapid  drawdown 
of  troop  unit:;  because  tin-  NCR  AOO  and  it*;  l  eiated  programs  were  not 
sufficiently  flexible  to  rend  to  a  drastically  (hanging  supply  posture, 

(b)  bvjJ.uaiion,  The  absence  of  a  positive  method  or  program  to  pro. 
je(  t  future  Mocha  -e  i  eipii  i':  *imiii  :*  based  upon  troop  reductions  resulted  in 
inefficient  NCR  Mil)  at  T  he  NCR  00(1  and  its  program*;  were  not 

designed  to  ,io  nimuml  sharp  .  I k  i  imsi  s  or  il*-v  l  eases  in  troop  st  l  ength. 

K/O  Cl, II, point  nil.  veer.  .  as,  .1  m,  demand  h, story  and,  as  a  result,  replenish¬ 
ment  i  i,  .  *  e,  ,  ■  ul, init  te.i  I . . ,  ,  .  i,  es  which  would  In-  .•*,•  iv<- 

when  received  Tin..  •■rn,  will,  tin-  burly  rapid  r  .■  s  p.,i,*;e  of  l|„.  direct 

Mipport  and  ,1:  cl. lively  .dm,  I  •„  *1.  ,  and  ship  time.  It  was  necessary 

U-ick  '  (lie  TR.R  -aid  ,1,1.1  order,,,,.  ,  *du.  nl  <|Ua,,lities  hy  arbitrarily  ..rasing 
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demand  history.  Those  efforts  wore  extremely  lime-consuming  and  were  only 
partially  successful. 

(c)  Ucciiiiin-.i  ndal  ion.  That  programs  be  developed  for  the  NCR  500  to 
accommodate  rapid  troop  and  supply  reductions. 

(d)  Coinnv-nd  Action.  To  permit  more  flexibility  and  greater  manage¬ 
ment  intervention,  the  NCR  500  mechanized  supply  activities  were  converted 
to  manual  stock  accounting.  This  action  has  been  completed. 

(2)  Transfer  of  kOL  Operations  to  ARVN. 

(a)  Observation.  During  the  last  six  months  two  major  POL  complexes 
wore  transferred  to  ARVN:  the  Da  Nang  and  Long  Binh  facilities.  The  Da  Nang 
transfer  included  three  tank  farms  with  almost  190M  bbls  storage  capacity, 

a  petroleum  tenting  laboratory  and  all  connecting  pipeline.  Long  Binli  included 
a  tank  farm  with  oGM  ILL  storage  capacity,  a  packaged  POL  yard,  a  jolty  for 
barge  discharge  and  a  petroleum  laboratory. 

(b)  Evaluation.  Most  facilities  and  missions  were  turned  over  on 
schedule  with  only  a  few  minor  delays  caused  by  training  and  inventory  discrep¬ 
ancies.  The  transfer  was  successful  and  well  organised.  The  ARVN  have 
discharged  all  new  missions  eifoctively.  Areas  needing  more  ARVN  attention 
arc  lank  farm  ami  package  POL  yard  operations  and  safety  procedures.  On 

the  basis  of  correlation  samples,  laboratory  and  quality  assurance  testing 
have  proven  to  be  extremely  accurate. 

(c)  Ke commendation.  On  all  future  POL  transfers,  USARV  should  direct¬ 
ly  coordinate  with  RVNAF  JGS/CLC.  JCS/CLC  must  give  subordinate  units 
direction  to  coordinate  directly  with  the  local  USARV  unit. 

(d)  Command  Action.  USARV  requested  MACV  SAPQV  to  authorize  direct 
coordination  with  the  RVNAF  JGS/CLC  for  future  transfers  of  POL  facilities/ 
missions. 


(3)  Contractor  Operation  of  Class  I. 

(a)  Ohs,  rvalioit.  Transfer  of  Class  I  operations  to  civilian  contractors 
caused  iniii.d  prm  ■  -<  I  n  in  I  problems,  especially  with  requirements  compulation. 
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(b)  Evaluation.  The  rapidity  with  which  it  was  necessary  to  transfer 
operations  to  eivil  ia u  coul  i  .irtors  appeared  to  precliule  the  overlap  necessary 
to  ensure  no  degradation  in  support  or  operational  effect iveiieKH.  Therefore, 
the  contractor  experienced  a  period  when  the  operation  suffered.  It  also  ap¬ 
peal's  that  some  COR's  failed  to  provide  necessary  guidance.  Where  a  strong 
and  involved  COR  was  assigned,  the  transition  to  contract  operations  was 
smoother. 

(c)  Recommendation,  That  future  actions  of  this  type  include  sufficient 
overlap  to  ensure  proper  transition  from  military  to  civilian  operation, 

(d)  Command  Action.  Evaluate  future  requirements  and  formulate  plans 
accordingly. 

( 4 )  Change  in  Su| iply  System  During  Drawdown. 

(a)  Observation.  During  a  period  of  rapid  drawdown  of  forces,  when  a 
simplified  supply  system  was  of  paramount  import  ince,  the  resupply  and 
storage  requirements  for  subsistence  were  made  more  complex. 

(b)  Evaluation.  Adoption  of  the  CONUS  Master  Menu  necessitated  addi¬ 
tional  requisitioning  actions  and  f reeze /chill  storage  requirements.  The 
intangible  increase  to  troop  morale  was  not  offset  by  the  increased  work 
load  on  supply  activities  involved, 

(c)  Recommendation.  That  programs,  such  as  the  CONUS  Master 
Menu  conversion  not  he  implemented  during  a  period  of  drawdown  or  buildup. 

(d)  Command  Action.  Formulate  future  plans  tr  incorporate  system 
wide  changes  under  more  controlled  conditions. 

(5)  Requirement  that  Local  Nationals  Have  Separate  Cate  Passes  for 
Each  Ins  la  1  lalion. 

(a)  Observation.  Although  all  local  national  vehicle  drivers  assigned 
to  tile  US  Army  Property  Disposal  Agency,  Vietnam  have  valid  MSS  clear¬ 
ances,  additional  separate  passe:;  must  he  obtained  and  mainlaiii'-d  to  enter 
other  areas  when  'IPs  agency  conducts  business,  such  as  Tan  Son  Nhut  Air 
Base  and  the  IfO,  NmCV  compound. 
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(tj)  Eyjihi.it  ion.  Pi'iircdtnv,i  for  the  acquisition  of  additional  passes  ore 
lengthy  and,  in  addition  to  the  loss  of  man  hours  caused  by  initial  processing, 
require  a  v  onside rahle  amount  of  administrative  and  clerical  effort  to 
complete. 

(c)  Recommendation.  That  procedures  for  obtaining  anti  maintaining 
separate  additional  passes  be  shortened  or  otherwise  improved.  The  command 
should  consider  the  feasibility  of  creating  a  single  pass  that  could  be  validated 
for  all  US  areas  to  which  a  local  national  employee  might  require  access  in 
the  performance  of  duty. 

(d)  Command  Action.  Administrative  coordination  has  been  established 
to  expedite  the  acquisition  of  additional  passes.  Controls  and  procedures  are 
being  initiated  to  ensure  proper  maintenance  of  the  passes.  Employees  unable 
to  qualify  for  multiple -access  will  be  released  for  reassignment  to  other 
organizations  not  requiring  access  to  installations  outside  of  their  areas  of 
assignment. 

( 6 )  Location  of  Property  Disposal  Facilities. 

(a)  Observation.  The  locations  and  constructed  facilities  at  property 
disposal  holding  areas  in  Vietnam  were  not  initially  conducive  to  the  easy 
shipment  of  off -shore  sales. 

(b)  Evaluai  ion.  During  the  earlier  periods  of  extensive  combat  support 
operations,  the  development  of  facilities  for  properly  disposal  operations 
carried  a  low  priority.  Moreover,  the  US  Army  Property  Disposal  Agency, 
Vietnam  did  not  commence  regular  off-shore  sales  and  shipments  until  1972. 

As  a  result,  adequate  installation  facilities,  such  as  docks  and  wash  racks, 
were  not  originally  available  at  property  disposal  holding  areas.  Also,  most 
holding  areas  were  not  located  near  enough  to  ports  for  easy  access. 

(c)  Recommendation.  T  hat  future  establishment  or  relocation  of  property 
disposal  holding  areas  include  facilities  for  handling  off-shore  shipments. 

(d)  Command  Action,  Selection  of  new  holding  areas  since  the  beginning 
of  off-shore  sab  s  operations  has  included  considerations  for  cither  utilization 
or  development  of  facilities  to  accommodate  off-shore  shipments. 

9 


CONFIDENTIAL 


CONFIDENTIAL 


AVIIPO-O  2 4  NOV 1972 

SUBJECT:  Operational  Uep..irt  -  Lessons  Learned  of  Hcadtpiarters,  United 
Slates  Army  V  id  nani/Mi  1  ilary  Assistance  Comnuii'l,  Vietnam 
Supiinfl  Conmi.iml,  Pc  rind  l  a  id  i  ng  .11  October  RCS  CBFOtt -f>5(R -3) 

(7)  Security  Requirements  <U  Propi  rly  Disposal  Holding  Areas. 

(a)  Obsr  rvatiou. _ Following  tin-  depa  vture  of  the  bulk  of  US  Army 

military  personae  )  from  Vietnam,  there  was  an  increase  itt  becurity  problems 
at  properly  disposal  holding  areas. 

(b)  Evaluation.  Although  individual  security  problems  can  generally  be 
traced  to  a  specific  deficiency,  the  Propc  rly  Di  spor.al  Agency  was  not  origin¬ 
ally  staffed  willi  an  organic  security  force,  to  cope  with  the  overall  problems. 
Correction  of  security  deficiencies  often  requires  extensive  coordination  with 
other  US  Government  activities  as  well  as  a  variety  of  Vietnamese  military 

and  local  law  enforcement  agencies.  Effective  investigation  of  internal  security 
problems  requires  a  certain  degree  of  specialized  knowledge  involving  pro¬ 
cedures  unique  to  properly  disposal  operations.  Outside  criminal  investigators 
often  experience  time -consuming  difficulties  in  identifying  unusual  circum¬ 
stances  connected  with  PDO  larcenies. 

(c)  Recomrnf  ndatio:i.  That  property  disposal  activities  be  initially 
staffed  with  an  adequate  security  force,  headed  by  an  experienced  security 
officer  and  a  minimum  staff,  with  sufficient  authority  to  safeguard  the  US 
property  entrusted  to  the  organization. 

(d)  Command  Action.  A  separate  security  division  has  been  established 
within  the  Properly  Disposal  Agency,  Vietnam,  and  a  separate  manpower 
voucher  was  approved  authorizing  an  organic  security  force  for  the  Agency. 

(8)  Communications  at  Properly  Disposal  Iloltli  ng  Areas. 

(a)  Obsovval ion.  Properly  disposal  holding  areas  (PDHAs)  throughout 
Vietnam  are  under  the  operational  control  of  US  Army  Property  Disposal 
Ag  cncy,  Vietnam  (USAPDAV).  USAPDAV  is  located  in  Saigon  while  activities 
under  its  control  are  located  at  Saigon  Inland,  Long  Binh,  Cam  Ranh  Bay, 

Nha  Trang,  Qui  Niton,  and  Da  Nang.  The  nature  of  property  disposal  activities 
dictates  that  they  will  be  located  where  suffie'ent  space  is  available.  The 
8 pace  requirement  most  frequently  resulted  in  PDHAs  being  located  at  or 
outside  (lie  perimeter  of  an  established  military  installation.  Communications 
was  a  minor  problem  during  peak  in-country  military  strength. 
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(b)  Evaluation.  When  troop  drawdown  impacted  on  military  activities, 
perimeters  were  drawn  in.  PDIIAs  were  unable  to  physically  move  inventories 
to  secure  areas  where  proper  communications  could  be  maintained.  Telephone 
systems  became  inoperative  for  long  periods  of  time,  on  occasion  for  weeke. 
Frequently  telephone  lines  were  stolen  from  the  poles  anti  not  replaced  for 
several  weeks.  Essential  communications  was  totally  unreliable.  USAPDAV 
is  presently  installing  radio  and  teletype  systems  between  USAPDAV  and 
major  PDHA  activities  throughout  Vietnam  to  establish  proper  communications. 
These  reliable  communication  systems  will  significantly  enhance  the  capa¬ 
bility  of  USAPDAV  in  the  primary  function  of  r  cutili/.ation  as  well  as  sales, 
security  and  coordination  of  inventory  movement  activities. 

S 

(c)  Recommendation.  That  overseas  property  disposal  activities  in 
areas  of  unrest  and  hostile  activities  be  initially  authorized  to  install  radio 
and/or  teletype  facilities  in  order  to  maintain  communications. 

(9)  Centralization  of  Craves  Registration  (GRREG)  Activities. 

(a)  Observation.  The  capability  for  recovery,  evacuation,  processing, 
ar.d  disposition  of  deceased  personnel  and  their  personal  effects  must  be 
maintained  for  as  long  as  a  significant  number  of  troops  remain  in-country. 

It  must  further  be  assured  that  these  functions  arc  performed  rapidly  and 
efficiently. 

(b)  Evaluation.  The  actions  taken  in  this  case  support  the  objective  by 
centrally  locating  the  support  agency,  by  reducing  processing  time  through 
elimination  of  an  intermediate  processing  step,  by  providing  the  required 
capability  in  the  form  of  qualified  personnel  and  equipment,  and  by  ensuring 
continuity  of  operations. 

(c)  Recommendation.  That  the  concept  of  consolidation  and  centraliza¬ 
tion  of  GRREG  services  and  facilities  be  employed  in  other  areas  whenever 
the  local  situation  permits. 

(cl)  Command  Action.  A  continuous  evaluation  of  support  requirements 
and  capabilities  is  underway  with  a  view  toward  further  reduction  of  the 
number  of  GRREG  collecting  points  if  and  when  this  is  feasible. 
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(10)  Infrared  Suppression  Kits  and  Decoy  Devices. 

(a)  Olisi-rvai  ion.  Tire  introduction  of  infrared  (IR)  suppression  kite  to 
US  Army  aircraft  was  accomplished  rapidly  lo  combat  the  cnemy!s  threat. 

However,  some  problem  areas  have  been  exposed. 

(b)  Evaluation. 

The  introduction  of  heat-seeking  missiles  by  the  North  Vietnamese  and 
Viet  Cong  presented  a  tremendous  threat  to  the  USARV  aircraft  fleet.  Upon 
detection  of  this  threat,  the  USARV  Aviation  Officer  requested  assistance  from 
US  Army  Aviation  Systems  Command  (USAAVSCOM).  The  response  to  this 
request  was  superb,  and  within  one  month,  IR  suppression  kits  were  intro¬ 
duced  in  the  Republic  of  Vietnam  to  counter  the  enemy  threat.  Suppression 
kits  were  developed  and  shipped  to  RVN  for  all  UH-1,  AH-1G,  OH-6A,  and 
OH-58  helicopters.  The  ALE-29  flare  dispersing  decoy  system  was  developed  and 
shipped  to  RVN  for  the  CII-47  helicopter.  USAAVSCOM  provided  expert  field 
service  technical  assistance  for  the  installation  of  all  kits  and  devices.  Some 
problem  areas  existed  with  the  systems;  however,  the  responsiveness  by 
USAAVSCOM  to  rectify  the  problem  areas  was  tremendous, 

2^  Control  and  distribution  of  all  IR  kits  and  decoy  devices  was  handled 
by  the  ACofS,  G4,  USARV  Aviation  staff.  Several  problems  were  encountered 
in  the  area  of  accountability  and  control  in  the  shipment  of  kits  from  CONUS 
to  RVN.  Shipping  information  received  was  often  late  and  inaccurate.  Several 
shipments  were  inadequately  marked  externally,  presenting  problems  of 
identification  and  resulting  in  much  lost  time  in  further  shipment  of  kite  to 
operational  units.  Several  infrared  eountcrmcasu re  (IRCM)  related  itenps  wero 
shipped  via  commercial  air  and  were  improperly  marked,  resulting  in  their 
being  detained  by  Vietnamese  customs  personnel  for  excessive  periods  of  time 
before  release. 

3^  The  entire  IRCM  program  lias  been  completed  for  all  UH-1,  AH-IG, 

OII-6,  OH-58,  and  CH-47  aircraft  to  USARV.  This  program  has  been  oxtrcmc- 
ly  successful;  however,  it  could  have  been  accomplished  in  a  much  shorter  time  I 
frame  if  the  shipping  and  transportation  data  had  bcc-ii  beltc  r  orgnni/.<yj  a  (id 
more  expeditiously  furnished  to  (his  command. 
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(c)  Recommendation, 

1_  That  additional  research  be  conducted  to  provido  a  more  durable 
material  for  all  1R  suppression  scoops  and  fairings, 

Z_  That  repair  kits  be  identified  by  FSN  and  contain  sufficient  repair 
material  to  moct  any  anticipated  repair  requirements  for  the  kit, 

3^  That  a  suppression  kit  be  developed  for  an  OH-6A  that  will  require  far 
less  time  for  installation  than  the  present  model.  A  repair  time  requirement 
of  less  than  eight  hours  in  a  combat  zone  would  be  acceptable. 

4  That  all  aircraft  shipped  to  a  combat  zone  have  IR  suppression  kits 
installed  before  shipment. 

5^  That  ail  future  Army  production  aircraft  have  IR  suppressive  capabili¬ 
ties  built  in  as  an  integral  part  of  the  airframe. 

6  That  a  Modification  Work  Order  be  published  for  the  UH-1,  AH-1G, 
and  CH-47  IR  suppression/decoy  devices  to  permit  continuity  in  historical 
records  and  to  provide  a  basis  for  better  control  of  the  kits  actually  Installed. 

(11)  Transfer  of  TS5L7C  Engines, 

(a)  Obsorvatlon,  Numerous  problem  areas  were  encountered  by  the 
Aviation  staff  with  the  T55L7C  engines  for  VNAF  CH-47  helicoptors. 

(b)  Evaluation. 

1_  USAF  and  USARV  Inter  Service  Support  Agreement  4066-1  Initiated  a 
transfer  plan  of  IS  TS5L7C  engines  to  the  VNAF  for  spares.  Subsequent 
negotiations  at  various  staff  level*  including  USAAVSCOM  in  St.  Louis,  and 
tho  Air  Forco  Advisory  Group  in  Saigon,  increased  this  quantity  to  24,  The 
quantity  was  to  be  available  in  monthly  inrremonts  of  throe  to  seven  onginos 
per  month. 

2  During  the  month  of  Octobor  1972,  throe  engines  wero  to  be  delivered 
to  VNAF  and,  pending  tho  issue  of  these  engines,  a  USAAVSCOM  message 
arrived  concurring  with  the  additional  transfer  of  24  T55L7C  engines.  The 
USARV  Aviation  staff  sat  tion  had  not  roccivcd  any  previous  data  on  these  24 
engines  nor  had  any  plana  been  formulated  to  permit  supply  of  these  24  additional 
engines.  13 
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3  There  was  a  communication  gap  between  CLONUS  (USAAVSCOM)  and 
USARV  (.-once ruing  the  programming  of  these  24  additional  engines.  No  prior 
coordination  was  effected  to  permit  USARV  to  react  to  this  requirement. 


4  Additionally,  the  arrival  of  23  CM-47A  aircraft  from  CONIJS  required, 
without  notice  prior  to  arrival,  the  removal  of  T55L.7B  engines  and  replace¬ 
ment  of  T55I-7C  engines.  This  further  depleted  available  T55L7C  engines 
in-c.ountry, 

5  USARV  transferred  15  CH-47A  aircraft  to  VNAF.  Eight  T55L7B 
engines  on  these  aircraft  required  replacement  by  T55I-7C  engines.  These 
requirements  have  exhausted  all  USARV  T55L7C  assets. 

(c)  Recommendations.  In  the  future,  Aircraft  Intensively  Managed  Items 
(AIMI)  managers  at  USAAVSCOM  should  notify  USARV  of  any  plans  for  ship¬ 
ment  of  additional  engines.  Secondly,  offices  at  all  levels  that  negotiate  the 
transfer  of  aircraft  from  CONUS  to  VNAF  should  evaluate  and  monitor  the 
VNAF  powerplnnl  requirements. 

(d)  Command  Action.  The  logistics  section  of  the  USARV  Aviation  staff 
has  honored  the  Inter  Service  Svipport  Agreement  by  providing  VNAF  with 
engines  from  its  in-country  assets  and  submitting  requests  to  CONUS  for  more 
T55L7C  engines  to  complete  the  outstanding  commitments. 

(12)  Transfe r  of  CH-47  Aircraft  to  VNAF. 

(a)  Observation.  Numerous  aircraft  transfer  problems  have  been  encoun¬ 
tered  with  aircraft  systems  under  the  Improvement  and  Mode rni/.alion  (JfcMl 
Program. 

(b)  Evaluation. 

1  The  USARV  Aviation  staff  was  tasked  by  Department  of  Army  to  receive, 
process,  and  issue  to  the  VNAF,  23  CII-47A  aircraft  under  the  VNAF  If  M 
Program.  Several  aircraft  were  received  with  avionics  and  engine  configura¬ 
tions  that  did  not  meet  the  transfer  criteria.  During  the  assembly  process, 
Severn)  maintenance  difficult  ics  were  encountered  with  the  Integral  Span 
Inspection  System  (ISIS)  rotor  blades. 

2  Sufficient  USARV  assets  were  not  available  to  fulfill  the  transfer  re¬ 
quirement  fi  r  CI1-17A  aircraft  under  the  VNAF  If-M  program.  Twenty  three 
aircraft  were  shipped  I  rniu  New  Cumberland  Army  Depot  and  arrived  in 
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Saigon  between  l  and  18  October  1972  for  the  USARV  Aviation  staff  to  assemble 
and  issue  to  VNAF.  Of  the  23  aircraft,  10  required  the  replacement  of  the 
T55L7/L7B  engines  and  15  required  the  replacement  of  the  ARC -54  FM  radio. 

The  transfer  requirements  for  VNAF  dictated  that  the  T55L7C  engines  and 
the  ARC-131  FM  radios  be  installed  in  their  CH-47A  aircraft  prior  to 
acceptance.  Permission  was  obtained  from  USAAVSCOM  to  remove  the  L7C 
engines  and  the  ARC- 131  radios  from  retrograde  CH-47  aircraft  and  exchange 
them  for  the  T55J..7/L7B  powerplants  and  ARC- 54  radios  in  the  CH-47A  models. 
USAAVSCOM  advised  that  the  first  12  aircraft  from  CONUS  would  probably  re¬ 
quire  modifications  to  meet  the  transfer  criteria  since  sufficient  time  was  not 
available  to  accomplish  all  necessary  work  at  New  Cumberland  prior  to 
scheduled  shipment  dates. 

2  The  maintenance  operational  check  and  hover  tests  of  the  first  air¬ 
craft  resulted  in  severe  maintenance  difficulties  with  the  newly  modified  ISIS 
rotor  blades.  After  30  minutes  of  operation,  four  of  the  six  blades  on  the 
first  aircraft  had  lost  varying  amounts  of  the  aerodynamic  filler  material  from 
the  nose  cap  to  spar  and  from  the  blade  pocket  to  spar  bounding  areas.  One 
blade  had  deteriorated  to  the  extent  CONUS  retrograde  will  be  required  for 
factory  repair.  Equipment  improvement  recommendations  were  submitted 
and  USAAVSCOM  was  notified  of  the  difficulty.  USAAVSCOM  advised  that 
the  Boeing  Vertol  Field  Representative  would  receive  repair  material  and 
instructions  for  in-country  repair  of  the  blades.  Two  other  aircraft  were 
operationally  checked  and  the  same  difficulty  was  experienced  with  both  aircraft. 
Blades  that  were  repaired  by  the  Field  Representative  were  again  operation¬ 
ally  tested  and  the  repaired  areas  were  found  to  be  satisfactory.  However,  the 
filler  material  continued  to  be  lost  from  the  areas  of  the  blades  that  appeared  to 
be  satisfactory  on  the  previous  tests.  Of  the  first  18  blades  tested,  13  have 
proven  unsatisfactory.  USAAVSCOM  has  been  requested  to  send  a  team  to 
repair  blades  on  site  or  to  grant  permission  for  the  return  of  all  ISIS  rotor 
blades  to  CONUS  for  rev'  i  USAAVSCOM  has  also  been  requested  to  expe¬ 
dite  the  shipment  of  nine  T55L7C  engines  to  cover  the  difference  between  the 
total  required  and  the  number  of  serviceable  engines  recovered  from  the 
retrograde  aircraft. 

(c)  Recommendations. 

1_  That  in  future  operations  of  this  nature,  aircraft  be  prepared  to  meet 
transfer  criteria  prior  to  doparturo  from  CONUS.  . 
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'Jli.it  a  detailed  after  action  report  outlining;  all  lb.-  |>roblem  areas 
and  (lie  impart  ol  thi:.  unprogrammed  project  upon  this  command's  capabili¬ 
ties  be  prepared  upon  completion  of  the  projec  t  and  copies  furnished 
Department  of  the  Army,  USAAVSCOM,  and  .all  other  applicable  agencies. 

(d)  Command  Action.  This  project  has  been  assigned  a  higl  priority 
and  has  consistently  received  command  emphasis.  This  Headquarters  is 
coordinating  directly  with  USAAVSCOM  lo  resolve  the  problem  areas  in  order 
to  expedite'  completion  of  the  project. 

(IT)  M od i f i c a t i on  Work  Order  Configurati on  Coni  r ol . 

(a)  Obse rvati on.  Several  areas  of  concern  have  been  exposed  concern¬ 
ing  modification  work  orders  (MWO)  in  accordance  with  the  Configuration 
Control  Program. 

( b )  Evaluation, 

1  The  maintenance  of  valid  MWO  configuration  control  data  in  IJSARV  has 
been  an  extremely  difficult  task.  Due  to  mission  requirements  and  other 
priority  functions,  the  application  of  normal  MWOs  on  aircraft  in  IJSARV  was 
looked  upon  by  most  units  as  something  that  should  be  done,  but  not  now  ! 

This  attitude,  coupled  with  little  or  no  command  emphasis,  resulted  in  non- 
compliance  of  numerous  normal  MWOs  and  a  loss  ol'  accountability  of  many 
others.  The  aircraft  retrograde  requirements  included  the  application  of  all 
MWOs  or  retrograde  of  the  MWO  kits  with  the  aircraft.  These  requirements, 
for  the  most  part,  were  overlooked. 

2  Entries  in  historical  records  were  found  to  be  inaccurate  for  nearly 
all  .lire  raft.  Many  MWOs  which  were  applied  w<re  not  reflected  as  such  in 
the  historical  records.  Additionally,  many  MWOs  recorded  as  being  applied 
in  the  historical  records  were  found  lo  he  absent  from  the  aircraft. 

(c)  R  ecoin  me  mint  ions. 

I  That  continued  command  emphasis  be  placed  on  MWO  accountability 
and  compliance. 
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2  That  ll»e  owning  unit  of  aircraft  requiring  MWO  applications  be  respon¬ 
sible  for  imlerine,  all  Kits  which  can  bo  installed  organically  or  by  its  support¬ 
ing  DS/t'iN  unit.  Documenting  the  issuance  of  the  MWO  kits  to  specific  units 
for  .specific  aircraft  will  constitute  responsibility  for  accountability  of  all 
kits  regardless  of  the  disposition  of  the  aircraft. 

(d)  Command  Actions.  In  an  effort  to  purify  the  master  MWO  coiuigura- 
tion  control  records*,  anti  to  ensure  the  application  and  compliance  of  all 
applicable  MW  Os  for  the  USARV  fleet,  the  following  actions  were  taken  by  the 
USARV  Avia t ion  Office r. 

1_  All  echelons  of  comma  ml  were  directed  to  place  emphasis  on  the  com¬ 
pliance  of  outstanding  MWOs  against  their  aircraft. 

Z_  The  Quality  Assurance  Branch,  ACofS,  G4,  Aircraft  Maintenance 
Division,  USARV  Aviation  staff  assumed  total  responsibility  for  MWO  con¬ 
figuration  control,  requisition  review,  application,  and  accountability  for  all 
aircraft  in  the  USARV  fleet. 

3^  A  computer  program  was  devised  to  produce  printout  shcetB  for  ali 
applicable;  MWOs  for  each  aircraft  by  serial  number.  MWO  printout  sheets 
for  every  aircraft  in  tiro  USARV  fleet  were  distributed  to  the  owning  unit  for 
completion. 

4  Each  unit  was  required  to  conduct  a  100%  MWO  inventory  and  inspection 
of  their  historical  records  and  aircraft  to  ensure  continuity  and  accuracy  of 
data  recorded  on  the  printout  sheet  and  in  the  aircraft  historical  records. 

5^  The  USARV  Aviation  Staff1  s  Aircraft  Mai nlcna r>co  Assistance  and 
Liaison  Team  visited  each  USARV  unit  to  ensure  that  the  proper  procedures 
were  being  utilized  in  the  performance  of  the  100%  physical  inspection  of 
MWO  kits  not  app'ed  or  on  hand,  the  reporting  of  MWO  compliances  after 
application  and  the  reporting  of  MWOs  which  were  applied,  but  previously  not 
reported. 

6  Clone  monitor  ship  by  the  Quality  Assurance  Branch  of  alJ  requisitions 
for  MWO  kits,  recording  of  all  kit  releases,  and  shipments  by  unit  ami  air¬ 
craft  serial  number,  and  MWO  appl i»-at ion. 
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ns)  ijw!  i\1. - .1  su re -mrnl  Diagnostic  Equipment  Calibration, 

(a)  ( >l» 'irrv.ii  mu,  Numerous  problems  encountered  with  cali- 

bra  Lion  |iri„  rJmv:.  I  b  roughout  USARV  and  the  Republic  of  Vietnam. 


(b)  1  h  . i Inat  i«m.  The  calibration  of  teat  and  measurement  equipment 
utilised  in  i Ik*  performance  of  maintenance  on  Army  aircraft  and  related 
systems,  ha;*  presented  many  problems  to  USARV  units.  The  drawdown  of  US 
forces  reunited  i  ■  *  tin  loss  of  much  of  the  organic  military  calibration  capa- 
lhlity  and  an  incrc  iMnl  reliance  on  civilian-contracted  calibration  sites. 
Calibration,  like  several  other  quality  assurance  programs,  did  not  receive 
sufficient  emphasis.  This  resulted  in  numerous  test  and  measurement  items, 
which  wer.-  overdue  calibration,  being  utilized  In  the  performance  of  main¬ 
tenance  checks  and  operations.  Many:  units  were  not  aware  of  the  calibration 
facilities  available  for  their  use  nor  of  the  procedures  required  to  have  items 
calibrated. 

( c )  K  cconimc  tidal  ions. 


1  That  continued  command  emphasis  be  placed  on  proper  calibration 

procedures. 

2  Thai  ali  MAt;y  .actions  pertaining  to  the  capabilities,  location,  move¬ 
ment,  or  change  of  policy  In  the  operation  of  civilian-contracted  calibration 
sites,  be.  closely  coordinated  with  the  Quality  Assurance  Branch,  Aircraft 
Maintenance  Division,  ACofS,  G4,  USARV  Aviation  Staff. 


3  Thiit  tile  calibration  program  be  included  as  a  key  item  of  interest 
on  all  aircraft  rna ini.; nance  staff  visits  and  Inspections. 

(d)  Comma  ml  Ai  t  ion.  In  an  effort  to  interject  new  life  into  the  calibre 
tion  program  and  to  ensure  that  all  units  were  'oliowing  the  prescribed 
calibration  procedures,  the  USARV  Aviation  Staff's  Quality  Assurance 
Branch  look  the  following  actions: 


1  A  ib  i.s'li  d  i,  tie:  id  instruction  for  calibration  services  was  provided 
to  ear’ll  l ISA  K V  unit. 
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2  Each  calibration  site  under  civilian  contract  was  visited  by  personnel 
from  the  Quality  Assurance  Branch,  at  which  time  the  capabilities  of  the  site 
were  analyzed  and  the  aircraft  maintenance  calibration  requirements  were 
discussed. 

3^  The  USARV  Aviation  Staff's  Aircraft  Maintcne  Assistance  and 
Liaison  Team  visited  each  USARV  unit,  inspecting  the  nt'a  calibration 
program  in  detail,  and  providing  assistance  and  guidance  for  the  establishment 
of  a  sound  calibration  program. 

4^  Close  coordination  was  made  with  the  MACV  calibration  officer  to 
ensure  the  continued  availability  of  civilian-contracted  calibration  sites 
in  each  military  region. 

( 1 6)  Integration  of  the  Inventory  Control  and  Movements  Section,  Aircraft 
Systems  Branch,  G4,  USARV-Aviation  Staff. 

(a)  Observation.  Prior  to  the  September  1972  integration  of  the  34th 
General  Support  Group  with  the  USARV  Aviation  Staff,  similar  operations 

of  inventory  control  and  movements  operations  resulted  in  duplicated  report¬ 
ing  procedures,  extended  lag  time  for  information  exchanges,  and  slow 
response  to  rapid  changes  in  strength  and  unit  drawdown  operations. 

(b)  Evaluation.  The  integration  of  the  Inventory  Control  and  Movements 
Section  in  the  Aircraft  Systems  Branch,  G-4,  USARV  Aviation  Staff,  resulted 
in  the  elimination  of  duplicate  reporting  procedures:  the  consolidation  of 
inventory  control  activities;  and  the  controlled,  orderly  flow  of  retrograde 
aircraft.  The  streamlined  organization  in  the  Aircraft  Systems  Branch 
effectively  establishes  speedier  coordination  and  response  to  command  re¬ 
quirements. 

(c)  Recommendation.  That  any  future  aviation  requirements  of  auch 
magnitude  as  experienced  in  the  Vietnam  involvement  be  filled  through  the 
utilization  of  a  responsive  organization,  such  as  currently  exists  in  the  1st 
Aviation  Brigade,  G4,  USARV  Aviation  Staff  Section. 
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(17)  Com p) el i on  of  Project  081  on  3  September  1977.. 

(a)  Ol >.se. rs'.’il io n.  Upon  the  initiation  of  Project  9B1,  the  transfer  of  US 
Army  aircraft  to  tin1  VNAF,  extreme  difficulty  svas  encountered  clue  to  a 
lack  of  qualified  VNAF  technical  inspectors  and  test  pilots  to  transfer  aircraft 
to  (he  VNAF. 

(b)  Evaluation.  The  lack  of  qualified  VNAF  technical  inspectors  and  tent 
pilots  made  Irnnsft  r  of  aircraft  complicated  and  difficult.  Currently  each 
military  region  has  sufficient  totals  of  qualified  VNAF  technical  inspectors 
and  test  pilots  which  accelerated  the  transfer  operations  and  facilitated  a  high 
degree  of  quality  control. 

(c)  Recommendation.  That  planning  for  future  operations  involving  trans¬ 
fer  of  aircraft  include  a  transilional/inst  ructional  phase  to  allow  training  of 
qualified  technical  inspectors  and  test  pilots  for  receiving  agencies. 

(18)  Project  Enhance. 

(a)  Obse rvation.  Difficulties  encountered  in  Project  981  were  also  found 
in  Project  Enhance.  Based  on  experience  gained  by  Project  981,  qualified 
technical  inspectors  and  test  pilots  were  identified  in  each  military  region. 

(b)  Evaluation.  Project  Enhance  was  a  valuable  training  vehicle  in 
identifying  problem  areas  when  involved  in  transfer  of  aircraft  between  ‘.wo 
national  military  forces.  T  he  identification  and  use  of  qualified  technical 
inspectors  and  Lest  pilots  aided  in  expediting  the  transfer  of  aircraft. 

(c)  U ocoi nine  mimic... .  That  continued  emphasis  bo  placed  on  timely 
action,  extensive  coordination,  and  proper  indoctrination  of  participants. 

(19)  Cont  ml  of  USARV  Controlled  Avionics  Items  (IJCA1) 


(a)  Observation,  Units  within  USARV  having  control  of  or  access  to 
USARV  Conlrolh  <1  Avionics  Items  iUCAI)  are  failing  to  coordinate;  with  tin; 

USARV  Avionics  Office  for  disposition  on  UCA!  equipment.  In  the  past,  UCAI 
equipment  h.id  u.it  in eii  stringently  emit  r«  -I  led  duo  to  a  lack  of  feeder  informa¬ 
tion  from  units  in  the  field. 

(b)  K v a  I . i . .  null.  Shipping  and  disposition  instructions  issued  by  Ibis 

oft  ice  haw  con  .intently  cited  a  requirement  for  submission  of  shipping  information, 
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relocation  iitform.il  ion,  ole...;  however,  subordinate  commands  havo  nol 
compliod  fully  with  these  r  cqui  ivmrnl A  listing  of  IkiAl  was  disseminated 
to  the  field  in  January  M7Z;  however,  expin  it  i  nst  nut  ions  on  the  control  of 
thorn*  items  were  never  fielded.  On  »  re  ill  I }  ,  an  updalid  1 T  C  -  A  I  equipment  list¬ 
ing  and  a  1,01  outlining  the  procedures  and  responsibilities  for  the  disposition 
and  processing  of  UCAI  equipment  have  been  lidded.  It  is  imperative  that 
the  USAR  V  Avionics  Office  maintain  stringent  control  of  \1CA1  equipment  to  pre¬ 
clude  the  loss  of  valuable  assets  within  RVN. 

(c)  Recommendation.  That  all  unit  commanders  comply  with  US  All  V  LOI, 
dated  31  October  1  ‘>72,  subject:  USARV  Controlled  Avionics  Items,  and  ensure 
that  subordinate  personnel  adhere  to  the  instructions  outlined  within  the  1.01. 

(20)  Retrograde  of  Avionics  Eqvupmeat  by  KAl’P  1 'ac  i_|  i  t  ii^s . 

(a)  Observation.  The  USARY  Avionics  Office  is  being  increasingly 
tasked  by  various  commands  in  CONUS  fot  information  regarding  shipment  and/ 
or  status  of  various  items  of  avionics  equipment.  Queries  by  this  office  to 
subordinate  units  requesting  shipping  information  indicates  that  the  majority 
of  retrograded  avionics  equipment  is  improperly  documented.  Specific,  problem 
areas  are  the  lack  of  Transportation  Control  Movement  Document  numbers, 
mode  of  shipment,  date  of  shipment,  name  of  carrier,  and  live*  final  declina¬ 
tion. 


(b)  Evaluation.  Subordinate  units  ha\c  not  followed  instructions  outlined 
in  Keystone  SOP's  nor  have  they  followed  Mil. STAMP  procedures.  Most 
information  provided  this  office  has  been  of  1  "personal  knowledge"  nature 
and  is  not  documented. 

(c)  Recommendation.  That  unit  comm  <  ndc  r  s  aim  commanders  having 
control  of  KAPP  facilities  adhere  to  MAC.V  11a -wlbook  on  MILSTAMP  and  LOI 
on  retrograde  procedures  for  avionics  equipment  to  be  published  by  this  office. 

(21)  Requis  ilioniiig  of  Part  Nuiitbc  i  s  and  iiini-Ai'iny  Master  Data  Idle 
(AMDP). 

(a)  CHisrri  ;it  mu.  Avionics  repair  part.-  .111  I » ,  •  i  n  ui  ordered  by  oar! 
numhe  r  s  and  n.  u  1  -  A  M  D  P  PSN  with  p  rope  r  •  « 1 1 1  1 1 . :  ■  by  lb-  Avi.il  nut  .*  -n  ppl  v 
A  1  t  i  vil  y  ( AS  A  ) .  I  hi:,  procedure  reveal.*,  that  an  Mem  i .  ■  dead  I :  tied  lot*  these 

p .  I  its  in  es  .  •  ...  I  I  ’>  days  at  I  lie  I  1  2d  'll  I )  1  •  .  I  .*  u  1 1  ip: .  1  I  1  ■'  11 1 !  ,  and  /  r-  d  .  y 
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elsewhere,  'I  In-  item  is  llu'ii  evacual  oil  and  tlu;  next  higher  assembly  or  end 
ili  ni  will  Ik-  uni*  red  after  this  lengthy  time  lapse. 

(b)  I'Jvi  I  h  i  t  i  i  HU 

1  Ib'i  ni!  evaluation  of  units  requisitioning  avionics  items  or  repair 
parts  by  pa  i  t  number  of  non-AMl)F  FSN’s,  reveals  that  items  are  deadlined 
many  days  in  excess  to  those  prescribed  in  AP  710-?.  based  on  priority. 

Once  tlie  iien'  lia:  to  be  evacuated  elite  to  time  criteria  of  awaiting  parts,  a 
requisition  is  submitted  for  the  next  higher  assembly/cnd-ilem  anti  requisition 
for  the  part  is  canceled.  This  is  creating  an  undue  time  delay  in  the  repair/ 
replacement  of  avionics  items. 

2  Several  studies  at  the  US  Army  Electronics  Command,  as  revealed 
by  National  1  nveniury  Control  Point  field  technical  representatives,  demon¬ 
strate  that  on  part  number  requisition,  delivery  will  be  substantially  in  excess 
of  75  days  and  delivery  of  non-AMDF  FSN  requisitions  will  exceed  45  days. 

3  The  USARV  Aviation  Staff's  Aviation  Supply  Activity,  as  part  of  its 
editing  procedures,  uses  the  consolidated  Master  Cross  Reference  Listing 
(MCRL)  whit,  h  changes  almost  all  convertible  part  numbers  to  FSNs.  Many 
of  the  FSNs  from  the  MCRLo  are  not  in  the  AMDF. 

(c)  Recommendation,  That  the  Aviation  Supply  Activity,  USARV  Aviation 
Staff,  determine  items  that  are  requisitioned  by  part  number  or  a  non-AMDF 
FSN,  and  advise  the  unit  to  return  the  item  to  the  applicable  depot  and  requisi¬ 
tion  tlie  next  higher  assembly  or  end-item  as  a  replacement  which  can  be 
identified  easily  by  AMDF  FSN. 

g.  Comma  mentions.  None. 

h.  Materiel.  Materiel  Losses  in  Conjunction  with  Base  Transfers. 

(a)  Observation.  On  several  occasions  during  (he  transition  period 
between  total  US  occupation  of  bases  ami  subsequent  total  ARVN  occupation 
substantial  m.ileriel  losses  were  incurred. 

( I  > )  Eva  In.  it  ion.  Losses  occurred  during  the  phasing  of  specific  unit 
areas  from  US  In  AHVN  control.  As  unit  areas  were  vacated  no  or  only  a 
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fev;  guard.-'  were  placed  in  the  area  to  provide  physical  security.  Buildings 
Were  stripped  and  pom-rally  subjected  to  pilferage  by  U.S  troops  a  nd  Others. 

(c)  Recommendations.  /.one  coordinators  or  some  responsible  agency 
must  be  designated  to  provide  physical  security  for  vacated  areas. 

(d)  Command  Acl  ion.  Commander  USARV  has  directed  Army  Support 
Elements  (ASK)  in  each  region  to  ensure  physical  security  exists  until 
transfer  lo  ARVN  is  actually  made. 

i.  Other.  None. 


FOR  THK  COMMANDER: 


DISTRIBUTION: 
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CPOP-FD  (24  Nov  72)  1st  Ind  (U)  j 

SUBJECT:  Operational  Report -Lessons  Learned,  HQ  US  'rmy 

Vietnam/Mi litary  Ajsistance  Command  Vietnam 
Support  Command,  Period  Ending  31  October  1972, 

RCS  CSFOR-65  (R3) 

HQ,  US  Army,  Pacific,  APO  San  Francisco  96558  14  MAR 'Tft 

TO:  HQ  DA  ( DAFD-ZA)  WASH  DC  20310  j 

Concur  with  the  subject  ORLL,  with  the  following  comments:  j 

a.  Reference  paragraph  2c(l)(c),  page  $  :  Further  coat 
reductions  are  possible  if  individual  facilities  can  be 
inactivated  promptly  as  troop  populations  are  reduced. 

b.  Reference  paragraph  2c(2)(c),  page  4  :  One  factor 

that  should  be  considered  in  evaluating  contractor  perfor-  I 

nance  is  that  of  his  responsibility  for  fixed  operations,  J 

usually  performed  under  standing  operating  orders.  Utl-  i 

litles  plant  operations  generally  consume  a  heavy  proportion  - 

of  FE  manpower  and  must  be  continued  at  nearly  the  1 ame  ! 

employee  levels  regardless  of  troop  populations  or  contrac-  • 

tor's  staffing.  As  troop  levels  and  contractor  staffing  \ 

decline,  fewer  of  the  contractor's  force  are  available  for  ? 


job  and  service  order  work.  : 

FOR  THE  COMMANDER  IN  CHIEF:  i 

I 

*Th,  Z.  i 

M.  L.  ULH  I 

1LT,  ACC 

Asat  AG  * 
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